Managing
Administrative
Operations

EXAS Presented by the Texas
7 FELII:E CHIEFS Police Chiefs
ASSOCIATION Association

4/22/2026

Mindset Shift from Blame to Ownership

* No more
¢ That's not my job
® That’s another unit’s problem
® That's how it's always been
* Nothing’s going to change
® It's damages you and the organization.

Extreme Owmership. Leaders must
own everything in their world.

There isno one else to blame. |




The Proper Mindset

® Ownership mindset
® What can | do to make sure

* Blame Mindset

® Records messed that
up this gets handled correctly

* Dispatch dropped the ® How do we fix this going
ball forward

® Admin is slowing us ® What's my role in improving
down this

* | have the worst squad  ® How do | help my squad
become the best
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Extreme Ownership

® There are no bad teams, YOU MUST OWN EVERYTHING
IN YOUR WORLD. THEREIS

only bad leaders NO ONE ELSE TO BLANE,

0000 WL, WYY SEAL

® Cover and move, break
down the silos

® Believe in the mission
® Decentralize command

® Lead up and down the chain
f command.

Extreme Ownership

® Plan, identify clear goals

* Act decisively, even in EX EME fF'

uncertainty

DNERSHP

® Prioritize and execute

® Build habits, embrace ﬂWN IT!

structure, be disciplined
® Check the ego.
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Be The Positive Leader

Positivity is not: Real positivity is:
* Ignoring problems ¢ Taking control

° Pretending things are ~ ° Solving problems
fine * Moving things forward.

YOU CANNOT
WHAT HAPPENS. YOU

@CLEARYOURHEAD]

It's Your Choice

If your default is: If your default is:
® Blame * Ownership
*® Frustration ® Problem-solving

® That’s not my problem  ® Forward movement
Your team will adopt that  Your team will adopt that.
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Harassment and Discrimination

® Harassment - unwelcome conduct that is based on race,
color, religion, sex (including pregnancy), national origin,
age, disability, sexual orientation or gender identity, marital
status, military or veteran status, or genetic information

*® Discrimination - treating someone unfavorably because they
are in one of the protected classes listed above

® Both can include derogatory jokes or comments, unwanted

touching, intimidation, or bullying, as well as actions related

to hiring, promotion, and job assignment.
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Your Responsibility

*® You are accountable for fostering a safe and discrimination-
free environment for all employees under your supervision

® You are responsible for creating a culture in which your
employees feel comfortable reporting to you any incidents of
discriminatory behavior, harassment, retaliation, bullying, or
otherwise inappropriate behavior or comments

¢ Contact HR to help you resolve any situations.
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Hostile Work Environment

* A work environment that involves behavior that is discriminatory

or harassing in nature
* May include verbal or physical conduct based on an individual's

protected class
* The behavior must be pervasive (occurring frequently or over a
prolonged period) or severe (extremely offensive or egregious)

* Asingle isolated incident must be particularly severe to establish
a hostile work environment.
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Hostile Work Environment

® The discriminatory or harassing behavior creates an abusive
or offensive work environment for the victim, which includes
interference with an individual's work performance,
psychological distress, or feelings of intimidation or
humiliation

® It could also include discriminatory actions, such as unfair

treatment in hiring, promotion, or assignments.

14

Hostile Work Environment

* Examples of behavior that may contribute to a hostile work

environment include:
® Verbal harassment, such as derogatory remarks, insults, or

offensive jokes
® Physical harassment, such as unwanted touching or gestures

* Displaying offensive images or materials in the workplace
* Intimidation or threats based on protected characteristics.
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Employers (YOU) can be held liable for a hostile work
environment if they (YOU) knew or should have known
about the discriminatory or harassing behavior and
failed to take prompt and appropriate corrective action.
It is the employer’s (YOUR) responsibility to maintain
a workplace free from harassment and discrimination.
Policies and procedures are in place to prevent and
address inappropriate behavior and foster a culture of
respect and inclusivity in the workplace.
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Confidential Files Guidelines - Personnel Files

® Personnel files contain no medical information
(physicals, workers compensation, off duty injuries or
illnesses, HIPPA)

* Employees ability to view their own file
® Consider policy regarding

* Request forms for viewing own file
® Rules for viewing own file.
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Confidential Files Guidelines - Personnel Files

® Know retention periods for items in personnel
files
® [ ocal Government Retention Schedule
¢ State Records Retention Schedule
® Texas State Library and Archives Commission
¢ See your Human Resources Director if unsure.

18



Confidential Files Guidelines - TCOLE Files

® TCOLE files are maintained separately from personnel

files
® Contents are regulated by form AGF 03.001 Law
Enforcement Agency Audit Checklist on TCOLE website
® TCOLE rules require personnel files be sent to TCOLE
within 30 days when the individual leaves the agency’s

employment
® The file may be audited by TCOLE.
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Law Enforcement
Agency Audit
Form

20

Confidential Files Guidelines - TCOLE Files

*® Texas Occupation Code Sec. 1701.451

* A law enforcement agency that obtains a proper
consent form shall make the person's employment
records available to a hiring law enforcement
agency

¢ Includes all files related to their employment

¢ Authorization form found on TCOLE website

TCOLE BCF Hiring
Information Form Process

21



Internal Affairs Files

® Most policies require IA files to remain sealed and
separated from personnel files

® The following items go into the employee’s personnel
file
® Complaint
® Officers response
® Disposition

® As an employee, it is your responsibility not to
discuss or speculate about IA investigations. =
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The Key Differences Between Sworn and Non-
Sworn Employees

Police vs Civilian Employees
Roles and Responsibilities

® Police Officers

* Maintain TCOLE certification and adhere to strict protocols
in fieldwork and administrative duties

® Often have a chain of command that is rigid and hierarchical
due to the nature of police work

¢ Civilian Employees
* May have more flexibility and less hierarchical oversight

® Most not used to paramilitary environment and should not
be expected to perform well in that environment

® They should be treated as civilians.

2
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Police vs Civilian Employees
Due process/legal considerations

* Police Officer

® TCOLE sets minimum standards for licensee’s conduct
and certification. Misconduct can result in decertification,
impacting their ability to work statewide
¢ Civilian Employees
® Many civilian employees are considered "at-will" workers
* Discipline for civilian employees typically follows the

agency's standard HR policies and procedures, which
may be less complex than those for sworn officers.
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Police vs Civilian Employees
Due Process and Investigative Procedures
® Police Officers

® Internal Affairs Investigations may be conducted for
violations of policies or misconduct

® Disciplinary actions may involve a multi-step appeals
process, including review boards or arbitrators

® Civilian Employees
® Investigations into civilian misconduct may be simpler

* Not bound by the same protections as sworn officers,
disciplinary actions can be implemented more quickly

* May have fewer appeal rights. !
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Police Officers vs Civilian Employees
Nature of Misconduct

Police Officers

*® Held to higher standards because of their authority and public
trust. Off duty misconduct, can result in severe consequences

® Misconduct allegations attract media attention and public
scrutiny, requiring thorough and transparent investigations

¢ Civilian Employees

* Misconduct generally limited to workplace behavior, such as
attendance issues, insubordination, or poor performance

* Misconduct less likely to draw public attention unless it
involves significant breaches of public trust or security.

27
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Police vs Civilian Employees
Legal and Union Protections

¢ Police Officers
* May belong to a union which advocates for their rights and

provides legal representation during disciplinary

proceedings
* May have access to arbitration for disciplinary disputes

¢ Civilian Employees
® Unionization depends on the jurisdiction and position

* Primarily protected by general employment laws, such as,
those prohibiting discrimination or retaliation.
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Supervisory Challenges In Supervising
Police Officers And Civilian Employees

® Balancing Perceptions
® Supervisors must navigate differences in how discipline is
applied to avoid perceptions of favoritism or unfair
treatment between sworn officers and civilians

® Training on Policies
* Supervisors should receive training on the distinct
policies and procedures governing both groups to ensure

consistent and fair management.

B
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Texas Government Code 614.021

*® Applies only to a complaint against:
¢ a law enforcement officer of the State of Texas, including an
officer of the Department of Public Safety or of the Texas
Alcoholic Beverage Commission
¢ a firefighter who is employed by this state or a political
subdivision of this state

*® a peace officer under Article 2.12, Code of Criminal
Procedure, or other law who is appointed or employed by a

political subdivision of this state

*® a detention officer or county jailer who is appointed or
employed by a political subdivision of this state.
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Texas Government Code 614.021

* Does not apply to a peace officer or firefighter covered by a
meet and confer or collective bargaining agreement under
Chapter 143 or 174, Local Government Code

* If that agreement includes provisions relating to the
investigation of, and disciplinary action resulting from, a

complaint against a peace officer or firefighter, as

applicable.
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Texas Government Code 614.022

® To be considered by the head of a state agency or by

the head of a fire department or local law
enforcement agency, the complaint must be

® in writing, and
* signed by the person making the complaint.
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Texas Government Code 614.023

* A copy of a signed complaint against a law enforcement
officer of this state or a firefighter, detention officer, county
jailer, or peace officer appointed or employed by a political
subdivision of this state shall be given to the officer or
employee within a reasonable time after the complaint is

filed
¢ Disciplinary action may not be taken against the officer or

employee unless a copy of the signed complaint is given to
the officer or employee.

33
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Texas Government Code 614.023

* In addition, the officer or employee may not be indefinitely
suspended or terminated from employment based on the
subject matter of the complaint unless

® the complaint is investigated; and
* there is evidence to prove the allegation of misconduct.
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Salary and Compensation

* Officer overtime rules are governed by FLSAon a 14 or 28
day pay cycle

¢ Officers must be paid for lunch breaks if they conduct
business

* Any work required by the Department must be compensated

® The Department determines if the OT compensation is in
time or money

* Officers can only accrue 480 hours of compensatory time

and after that must be paid in money.
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Salary and Compensation

® Civilian salary rules are also governed by FLSA
® Must be compensated with overtime after 40 hours worked

in a week
® Cannot combine two weeks to make 80 hours for civilian

employees.

36
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Attorney Generals
Public Information Act
Handbook 2025
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Under the fundamental philosophy of the American
constitutional form of representative government that adheres
to the principle that government is the servant and not the
master of the people, it is the policy of this state that each
person is entitled, unless otherwise expressly provided by law, at
all times to complete information about the affairs of
government and the official acts of public officials and
employees. The people, in delegating authority, do not give their
public servants the right to decide what is good for the people to
know and what is not good for them to know. The people insist
on remaining informed so that they may retain control over the
instruments they have created. .
Section 552.001 Texas Government Code

38

/ Reference Documents

TEXAS PUBLIC INFORMATION ACT
LAWS MADE EASY

13



What is Public Information (Section 552.021)

® Public Information defined
®Information that is written, produced, collected, assembled,
or maintained under a law or ordinance or in connection with
the transaction of official business:
*By a governmental body,
*For a governmental body and the governmental body
owns the information, or paid for its production,
*By an individual officer or employee of a governmental
body in the officer’s or employee’s official capacity and the
information  pertains to official business ~of the
governmental body. o
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Open Records Training (552.021)

*Elected and appointed officials required to attend a one-hour
course

*May designate a public information coordinator

*May provide your own training with correct curriculum
*Provide a certificate of course completion to be maintained by
the agency

*No specific penalties for failure to comply but may result in an
increased risk of criminal conviction if accused of violating the

ct.
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Entities Subject to Public Information Act (552.003)

® Governmental bodies
® Private Entities supported by public funds (campus police)
® Property owners' associations in county of exceeding 2.8
million and adjacent counties
*Harris, Waller, Fort Bend, Brazoria, Galveston,
Chambers, Liberty and Montgomery Counties
® Private entities holding records for governmental bodies.

42
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Information Subject to the PIA (552.002)

® Includes a book, paper, letter, document, e-mail,
Internet posting, text message, instant message,
other electronic communication, printout,
photograph, film, tape, microfiche, microfilm,
photostat, sound recording, map, and drawing and a
voice, data, or video representation held in computer

memory.
* In short, everything!
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Information Subject to the PIA (552.002)

® Any electronic communication created, transmitted,
received, or maintained on any device if the
communication is in connection with the transaction
of official business

® The Act does not distinguish between personal or
employer-issued devices, any government business

conducted on a device is public information.
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Procedures for Access to Public Information (552.205)

® Must display a sign containing basic information

about
® rights of a requestor,
* responsibilities of a governmental body, and
® procedures for inspecting or obtaining a copy of
public information under the Public Information

Act.

45
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Requesting Public Information (552.234)

® May require the requestor to submit that request in
writing

* Must attempt to relate the request to information held

¢ Cannot ask why, but can ask for clarification

® May discuss how the scope can be narrowed if large
amount of information.
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Requesting Information (552.235)

*® Applies only to information already in existence

® Does not require government to prepare new
information in response to a request

® Governmental body not required to inform requestor if
the information comes into existence after the request

* Not required to comply with a continuing request to
supply information on a periodic basis as such
information is prepared in the future.
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uty to Produce Public Information Promptly (552.221)

® Must “promptly” produce public information in
response to an open records request

*“Promptly” means you may take a reasonable
amount of time to produce the information but
may not delay

® There is no rule that says you can wait ten days!

48
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Duty to Produce Public Information Promptly (552.221)

* If the requested information is in active use or
in storage
* the officer for public information shall certify
this fact in writing to the requestor, and
*®set a date and hour within a reasonable time
when the information will be available for
inspection or duplication.
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Requestors Right to Access (552.222)

® Can ask for identification to establish proper identity
® Can inquire if qualified to receive crash information
® Not required to accept or comply with request from:
® person imprisoned or confined in a correctional facility;

or
¢ agent of that individual, other than the individual’s
attorney when the attorney is requesting information
that is subject to disclosure.
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Requestors Right to Access (552.228)

® Requests might contain both publicly available and
excepted information

® Cannot type a new document with only public
information unless the requestor agrees

* Must make available to the public copies of the actual

public records the governmental body had collected,

assembled, or maintained, with the excepted

information excised.

51
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Requestors Right to Access (552.228)

®If unable to provide the information in the
requested medium the government shall provide
the information in another medium acceptable to
the requestor

¢ If a governmental body releases nonconfidential
information to one person, then they must
release the information to all members of the

public who request it.
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Changes Made By 88t
Legislative Session (2023)

® Addition to 552.108
® Prosecutor can allow a person to view evidence in the death of a
person which includes:
* Medical Examiner Report
* Video evidence of the crime
® Must be a family member or victim
® Cannot duplicate or capture the evidence
* May be required to sign a confidentiality agreement
* Not considered a voluntary disclosure under 552.007.
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Attorney General Opinions

* JM-757 (1987) — may refuse to allow portable
copying equipment to copy records

* No. 571 (1990) — the Act does not give a member of
the public a right to use a computer terminal to
search for public records

® No. 243 (1980) — not required to compile or extract

information if the information can be made available

by giving the requestor access to the records

themselves.
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AG Determines Exceptions (552.301)

® Requests for information the governmental
body wishes to withhold

® Must seek an attorney general decision
within ten business days of its receipt, and

¢ State the exceptions that it believes are
applicable

® Unless there is a previous AG Opinion that
addresses the exact same information.
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AG Determines Exceptions (552.301)

® Must request AG opinion within 10 business
days
® Must notify requestor within 10 business days

¢ Sending the requestor a copy of the AG
request will comply with 10-day rule.
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Changes Made By 88t"
Legislative Session (2023)

¢ 552.031 - Business Days re-defined
* Not Friday or Monday if holiday falls on the weekend
* Not optional holidays

® Schools cannot designate more than 10 non-
business days.

57
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Requesting AG Opinion (552.301)

* Submit, by fifteenth business day after request:
® written comments why exceptions apply,
® copy of the written request,
¢ verification of date request received, and

® copy of the specific information or
representative samples, indicating which

exceptions are claimed.
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Requesting AG Opinion (552.301)

® Submit a copy of the written request

® Submit a clean, legible copy (not originals) of
the information at issue

®* Becomes public information if time
requirements are not met

* AG has 45 days to decide.
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Charges for Providing Public Information

® All charges must be calculated in accordance with
the rules promulgated by the attorney general under
section 552.262.185

® Cost rules are available on the attorney general’s
website

® Also available on the website is the Public

Information Cost Estimate Model.
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Penalties and Remedies (552.352)

® Criminal penalties for:
® releasing nonpublic information, and
® the withholding public information
® Constitutes official misconduct:
* punishable by confinement in a county jail for not more
than six months
® a fine not to exceed $1,000, or

® both confinement and the fine.
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Penalties and Remedies (552.352)

* Misdemeanor offense for the willful destruction,
mutilation, removal without permission, or alteration of

public records
® Punishable by confinement in a county jail
® minimum of three days and a maximum of three

months
® a fine of a minimum of $25.00 and a maximum of

$4,000
® both confinement and the fine.
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Confidential Information (552.101)

Confidential by state statute:

® medical records

® documents involving an investigation of child abuse or
neglect

® records between a patient and a mental health
professional

® personal information in a government-operated utility

customer’s account if requested confidentiality.

63
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Information Confidential Under Common Law (552.101)

® To be within this common-law tort, the
information must:
¢ contain highly intimate or embarrassing facts
about a person’s private affairs such that its
release would be highly objectionable to a
reasonable person and
® be of no legitimate concern to the public.
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Informers Privilege (552.101)

® Government can withhold from disclosure the
identity of persons who furnish information of
violations of law to officers charged with
enforcement of that law

® Protects not only the informer’s identity, but

also any portion of the informer’s statement

that might tend to reveal the informer’s identity.
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Certain Law Enforcement Exceptions (552.108)

*® Exceptions for four categories of information:

¢ information which would interfere with the detection,
investigation, or prosecution of crime or law
enforcement

¢ information relating to an investigation that did not
result in a conviction or deferred adjudication

¢ information relating to a threat against a peace officer
or detention officer

¢ information prepared by a prosecutor in anticipation or

in preparation for criminal litigation.

66
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nformation Relating to the Detection, Investigation, or
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Prosecution of Crime (552.108)

No. 531 (1989) —police department's use of force policy may be

withheld in some circumstances
* No. 508 (1988) — dates on which specific prisoners are to be

transferred from a county jail to TDC may be withheld
* No. 506 (1988) — cellular telephone numbers assigned to county

officials and employees with specific law enforcement duties may
be withheld
* No. 413 (1984) — certain security measures that TDC plans to use
for its next scheduled execution may be withheld.
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Attorney General Opinions

® No. 394 (1983) — except for juveniles, a jail roster may
not be withheld

* No. 369 (1983) — prosecutor’s comments about former
jurors may be withheld

® No. 211 (1978) — information that would reveal the
identities of undercover agents may be withheld

® No. 143 (1976) — where employees travel on sensitive

assignments may be withheld.
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Information Relating To Concluded Cases (552.108)

* Information relating to a criminal investigation or
prosecution that ended in a result other than a
conviction or deferred adjudication may be withheld

® Governmental body must demonstrate the requested
information relates to a criminal investigation that
concluded in a final result other than a conviction or

deferred adjudication.

69
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Prosecutor Information (552.108)

¢ Information, including an internal record or

notation
® Prepared by a prosecutor in anticipation of or in
the course of preparing for criminal litigation
¢ Information that reflects the prosecutor’'s mental
impressions or legal reasoning.
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“Front Page” Information (552.108)

® Houston Chronicle Pub. Co. v. City of Houston, 536

S.W.2d 559 (1976)

® Court of Civil Appeals held Houston Chronicle was
entitled to certain information contained in the Offense
Reports which that court identified as “front page” of the

offense report
® The court then identified information in law enforcement

records that was deemed public information.
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“Front Page” Information (552.108)

® name, age, address, race, sex, occupation, alias,
social security number, police department
identification number, and physical condition of the

arrested person
¢ date and time of the arrest
® place of the arrest
¢ offense charged and the court in which it is filed
¢ details of the arrest
* booking information.

72
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“Front Page” Information (552.108)

® notation of any release or transfer

® bonding information

® location of the crime

® identification and description of the complainant

® premises involved
¢ time of occurrence of the crime.
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“Front Page” Information (552.108)

® property involved, if any
¢ vehicles involved, if any
® description of the weather

® detailed description of the offense
® names of the arresting and investigating officers.
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HB 1893 — Effective 9-1-2025

® The license plate number of a motor vehicle captured
visually or audibly in a video recording obtained or
maintained by a law enforcement agency is not
confidential under this section

® You are not required to redact license plate numbers of
uninvolved vehicles captured on law enforcement mobile

or body worn cameras.

75
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HB 4310 — Effective 9-1-2025

* A member of the governing board of a governmental
body or nongovernmental entity may inspect,
duplicate, or inspect and duplicate public information
maintained by the governmental body or the
nongovernmental entity if the member is acting in the
member's official capacity

¢ Confidential information is redacted

® No charges for the information.
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What is not “front page” public information?

What is excluded as public information?
® |dentity of deceased person if deceased family has not
been notified
* Witness names, and addresses, and telephone
numbers
* Names of juvenile crime suspects
* Names of sex crime victims or information that could
identify them
* Details of an investigation (not to be confused with
details of the crime). 7
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Complaints Against Officers (552.108)

® Generally, no exception for
®the names of complainants
®the names of the officers who are the
subjects of complaints
¢ an officer’s written response to a complaint
and
* the final disposition of a complaint.
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Complaints Against Officers (552.108)

*® Information about complaints against public officers
may be withheld under section 552.108 if the police
department can demonstrate release of the
information will interfere with the detection,
investigation, or prosecution of crime

® This does not apply when an administrative complaint
against a law enforcement officer does not result in a
criminal investigation or prosecution.
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Personnel Files of Police Officers Serving in Civil
Service Cities
* In civil service cities the release of officer personnel
files is governed by section 143.089 of the Local
Government Code. It addresses two different types of
personnel files

® a police officer’s civil service file that the civil
service director is required to maintain pursuant to
section 143.089(a) and

* an internal file that the police department may
maintain for its own use pursuant to section
143.089(g).
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Personnel Files of Police Officers Serving in Civil
Service Cities

*® Investigatory records relating to a complaint investigation
and disciplinary action, are required to maintained in the
officer's civil service file and are considered public
information under Chapter 552. This includes

¢ complaints
¢ witness statements, and

® documents of like nature from individuals who were not
in a supervisory capacity.

81
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Personnel Files of Police Officers Serving in Civil
Service Cities

® Information maintained in a police
department’s internal file, regarding an officer,
pursuant to section 143.089(g) is confidential

and must not be released
® This rule changed with the introduction of the
Secure Share System.
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Juvenile Law Enforcement Records (Texas Family
Code Section 58.008(b)

® Generally prohibited from releasing basic information from an
investigation file when a juvenile is a suspect

¢ Cannot withhold a child’s law enforcement records from the
child’s parent, guardian, the child, or in certain instances, the
chief executive officer or the officer’'s designee of a primary or

secondary school where the child is enrolled

* Personally identifiable information of a juvenile suspect,
offender, witness is not public

* When in doubt contact your attorney.
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911 Calls (Health and Safety Code)

® Originating telephone numbers and addresses of 9-
1-1 callers furnished on a call-by-call basis by a
telephone service supplier to a 9-1-1 emergency
communication district are confidential

® Chapter 772 does not except from disclosure any
other information contained on a computer aided

dispatch report that was obtained during a 9-1-1 call.

=
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Body Worn Camera
Chapter 1701, Subchapter N, Occupations Code

® Unlike other public information requests requestors
must provide specific information in the request

including
*the date and approximate time of the recording
*the specific location where the recording occurred and

*the name of one or more persons known to be a
subject of the recording.
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Body Worn Camera
Chapter 1701, Subchapter N, Occupations Code

* BWC recording confidential if not required to be made
under a law or department policy

* BWC recording documenting the use of deadly force or
related administrative or criminal investigation of officer
is confidential until all criminal matters are adjudicated,
and all administrative investigations completed

® Law enforcement agency may choose to release such
information if doing so furthers a law enforcement

interest.
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Body Worn Camera
Chapter 1701, Subchapter N, Occupations Code

*® Before a law enforcement agency releases a body-
worn camera recording that was made in a private
place or in connection with a fine-only misdemeanor,
the agency must receive authorization from the
person who is the subject of the recording, or if that
person is deceased, from the person’s authorized

representative.
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Body Worn Camera
Chapter 1701, Subchapter N, Occupations Code

® Extends the ten and fifteen business day deadlines
associated with requesting a ruling from the attorney
general to twenty and twenty-five business days,
respectively

® Up to 21 days to provide the information if it is
considered a “voluminous request”.
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Video Recordings of Arrests for Intoxication Offense
Article 2.1396, Code of Criminal Procedure

® Applies to a person stopped or arrested for
® Driving While Intoxicated
*® Driving While Intoxicated with Child Passenger
® Intoxication Assault

® Intoxication Manslaughter.
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Video Recordings of Arrests for Intoxication Offense
Article 2.1396, Code of Criminal Procedure

® Suspect or arrestee entitled to receive copy of any video
of
*the stop

*the arrest
*the conduct of the person stopped including during the
administration of a field sobriety test or

B

or blood is taken.

®a procedure in which a specimen of the person’s breath

90
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Confidentiality of Government Employees Section (552.117)

® Excepts from disclosure information that relates to
the

® home address

® home telephone number

® emergency contact information

® social security number or
¢ that reveals whether the person has family
members.
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Confidentiality of Government Employees Section (552.117)

This section applies to

® a current or former official or employee of a
governmental body

® a peace officer or a security officer commissioned
under the Education Code

¢ a peace officer killed in the line of duty

¢ a firefighter or volunteer firefighter or emergency

medical services personnel.
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Confidentiality of Government Employees Section (552.117)

* Employee must complete form provided by the
governmental body stating they choose to have their
information remain confidential

® Form can be found on the last page of the Public
Information Handbook

¢ If there is no form in an employee’s file, these items

are public information.
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Confidentiality of Certain Photographs of Peace Officers
(552.119)

® Governmental body must demonstrate release of the
photograph would endanger the life or physical
safety of the officer

* Does not apply to officers who are deceased, their
photographs are public.

Confidentiality of Certain Photographs of Peace Officers
(552.119)

* A photograph of a peace officer cannot be withheld if

* the officer is under indictment or charged with an
offense by information

* the officer is a party in a civil service hearing or a
case in arbitration

® the photograph is introduced as evidence in a
judicial proceeding or

* the officer gives written consent to the disclosure.
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Confidentiality of Certain Work Schedules (552.159)

* A work schedule or a time sheet of a firefighter or
volunteer firefighter or emergency medical services
personnel as defined by Section 773.003, Health and
Safety Code, is confidential and excepted from the
requirements of Section 552.021.
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Best Practices for Handling PIA Requests

® Develop a Clear Process
® Establish SOP for processing PIA requests
® Training for Staff

® Ensure personnel involved in handling requests are
trained in PIA requirements

¢ Collaborate with Legal Counsel

® Ensure proper interpretations of exemptions and who will
seek a ruling from the Texas Attorney General.
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Best Practices for Handling PIA Requests

* Communication with Requestors:
* Keep open lines of communication with requestors. If there are delays

or additional steps inform the requestor promptly
* Redaction:
* Ensure that redactions are complete and comply with the law to avoid
unintentional disclosure
* Document Fees:
i i uidelines.

* Fees must be reasonable and consistent with state
Agencies should be transparent about any costs upfront.
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Purposes of Performance Evaluations

*® Provide a formal, documented record of performance

areas for improvement, accomplishments, and any

concerns
* Provide documentation for promotions, raises,
disciplinary actions, and legal purposes
*® Provide evidence of their past performance and
readiness for advancement.

® Serve as an official record of an employee’s strengths,
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Purposes of Performance Evaluations

¢ Deliver constructive feedback based on observed behavior

® Focusing on specific, observable behaviors rather than
personal opinions makes feedback actionable and fair

® Instead of saying, You have a bad attitude, say, You've
been late three times this month, which impacts team

coverage.
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Purposes of Performance Evaluations

® Promote consistency and fairness in employee
treatment

® Using the same evaluation process for everyone
reduces bias and favoritism, helping employees feel
that performance is measured objectively

® Having clear rating criteria ensures that two
employees with similar performance records receive
comparable evaluations

® Using the same criteria for all employees avoids

favoritism and builds trust.
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Purposes of Performance Evaluations

¢ Offer protection from liability by documenting issues and
supervisory efforts

® Athorough evaluation creates a paper trail showing that
supervisors provided feedback, training, and
opportunities for improvement

* If an employee is later terminated for poor performance,
having past evaluations that clearly documented
concerns and coaching efforts protects the agency legally

® Thorough documentation demonstrates fair and

consistent management.
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Hallmarks of Good Evaluations

¢ Evaluations should never surprise the employee; issues,
both good and bad, should be addressed as they occur

during the year
* In effective evaluations, comments and assessments should

be documented, objective, specific, and actionable
*® Evaluations should build trust, accountability, and protection
for both the employee and the agency.
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Rating Errors to Avoid in Evaluations

® Halo Effect
® Occurs when an evaluator allows one positive trait or
characteristic of an employee to overshadow other
aspects of performance
* If an employee is highly skilled in one area, the evaluator
may unconsciously rate them more positively across all
performance dimensions
* |t distorts the accuracy of performance assessments,
leading to inflated ratings and potentially overlooking

areas needing improvement.
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Rating Errors to Avoid in Evaluations

® Leniency/Strictness Bias
® Occurs when an evaluator consistently rates employees

higher or lower than warranted, regardless of true
performance
* May result from personal tendencies, such as a desire to
avoid conflict, leniency bias, or a belief in maintaining
high standards, strictness bias
* Makes it difficult to differentiate between high and low
performers, potentially leads to unfair treatment or
demotivation among employees.
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Rating Errors to Avoid in Evaluations

® Recency Bias

® Occurs when the evaluator places undue emphasis on
recent events or performance, which influence the
overall assessment

* Distorts the accuracy of the performance assessment,
neglects the broader context of employee performance

® Without documentation for the entire performance
period, the employee will likely only be rated on the
past couple of months because that is all the human
mind will likely remember.

4/22/2026

109

Rating Errors to Avoid in Evaluations

® Similar to Me Bias

® Occurs when the evaluator favors employees who are
like them in terms of background, personality, etc.

® Leads to higher ratings for employees who share
commonalities with the evaluator, regardless of actual
performance

* Undermines the fairness and objectivity of performance
assessments and disadvantages employees who do not
fit the evaluator's preferred profile.
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Rating Errors to Avoid in Evaluations

® Central Tendency Bias

® Occurs when the evaluator avoids extreme ratings and
tends to cluster around the average

* May stem from a desire to avoid confrontation

*® Flattens performance assessments, making it difficult to
differentiate between high and low performers

* Fails to provide meaningful feedback for employee
development.
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Rating Errors to Avoid in Evaluations

® Comparison or Contrast

® Occurs when a supervisor rates an employee by
comparing them to other employees instead of evaluating
them against established performance standards or
objective criteria

* The employee may receive an inflated or unfairly low
rating based on how their peers perform, rather than their
own performance

® This distorts evaluations and reduces fairness and

accuracy.
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Preparing for the Performance Evaluation

*® Evaluations should:
*® Be tools for development. They are now mandated by
TCOLE and should be taken seriously
® Build mutual trust between supervisors and employees
by promoting fairness, transparency, and ownership of
performance

* Help identify areas for skill development, training needs,
leadership potential, and readiness for expanded duties.
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Preparing for the Performance Evaluation

¢ Gather Objective Performance Data
* Disciplinary documentation (formal counseling, written

reprimands)

* Complaints that have been verified or substantiated

® Compliments or commendations from coworkers,
supervisors, or the public

* Awards or formal recognition

® Major contributions or achievements

® Training completed (internal, external, mandated).
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Preparing for the Performance Evaluation

* Methods to maintain documentation of an employee’s
performance
* OneNote folders — Creates a separate folder for each
employee
® Personnel software - Guardian Tracking, 360, etc.
® Folders — Create a folder for each employee and place
them in your locked desk or filing cabinet. As events
happen, jot a note on a scratch piece of paper and drop it
in the employee’s file.
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Preparing for the Performance Evaluation

* Regardless of the method
you choose, nothing should
be placed in the employee’s
files that hasn’t been
discussed with them

*® Regularly review the file to
identify any repeated
events that require
attention.
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Preparing for the Performance Evaluation

* Review Alignment Materials

® Evaluations should assess how the employee’s work
fulfills the responsibilities outlined in their job description
and the overall objectives of the agency

® Evaluations are not just about effort or attitude, but about
measurable alignment with expected duties and
organizational priorities.
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Preparing for the Performance Evaluation

* Key documents to review prior to the evaluation
® The employee's job description and core duties
® The previous evaluation and any goals that were set
® The department’s mission, vision, and values—do their
actions support agency culture and priorities
® This alignment ensures evaluations are grounded in
expectations, not personal opinion.
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Preparing for the Performance Evaluation

® Final prep checklist
® Avoid vague or subjective phrases such as bad
attitude or does a good job
® Use clear, behavior-based examples and
documentation

® When feasible, allow the employee to review the
evaluation before the meeting to encourage a more
thoughtful and productive discussion.
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Delivering the Performance Evaluation

¢ Highlight strengths
* Highlight the employee’s strengths and achievements
* Focus on the following areas
* Reference tangible outcomes that demonstrate
initiative, efficiency, or high performance
* Acknowledge professional strengths that contribute to
success in their role

* Recognize efforts that positively affect the work
environment or community perception.
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Delivering the Performance Evaluation

¢ Discuss challenges honestly
® The goal is to bring attention to issues in a way that is
fair, specific, and solution-focused, without damaging
trust or morale
* Avoid vague or judgmental language and instead
highlight observable behaviors that can be changed or

improved.
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Delivering the Performance Evaluation

® Discuss challenges honestly

® Be direct and constructive. Employees should
understand exactly what the concern is and what
steps they can take to address and improve it

¢ Criticize the action, not the person. This emphasizes
the employee's ability to make adjustments

® Frame issues as opportunities for growth instead of

personal failings.

122

Delivering the Performance Evaluation

*® Avoid these pitfalls
* Words like always, never, or bad attitude can feel
accusatory and unhelpful
*® Avoid calling someone lazy, unprofessional, or difficult.
These attacks focus on character, not behavior
* If employees leave unsure of what needs to change, the
conversation has failed its purpose.
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Delivering the Performance Evaluation

® Establish Forward-Looking Goals

® Make goals SMART: Specific, Measurable,
Achievable, Relevant, Time-bound

® Encourage employees to develop their own goals

¢ Joint goal-setting improves ownership and
engagement.
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Delivering the Performance Evaluation

® Encourage Dialogue

* Ask open-ended questions to encourage a meaningful
conversation

¢ Actively listen and understand the employee’s
perspective

* If the employee expresses frustration, disappointment, or
even anger, remain calm and open. Acknowledge their
feelings without taking it personally or becoming
combative.
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Delivering the Performance Evaluation

® End on a constructive and optimistic note
* Reaffirm appreciation for their contributions
® Express confidence in their growth

® Clarify next steps (e.g., follow-up, support,
development plan).
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Liability of Ineffective Performance Evaluation

® Risks of Ineffective Evaluations
* Employees who receive generic or inaccurate evaluations
may feel undervalued or treated unfairly
® Strong performers may become disengaged, and weak
performers may feel no need to improve

* Avoiding difficult conversations or glossing over
deficiencies enables ongoing problems to continue.
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Liability of Ineffective Performance Evaluation

® The Lasting Impact of Evaluations

® Supervisors should assume that every evaluation could
one day be reviewed by HR, attorneys, or even in court

¢ Language should remain neutral, objective, and free from
bias or personal judgments

*® Evaluations should contain enough concrete information
that someone reading them years later can assess the

performance of the employee.
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Causes of Poor Evaluations

® Common causes of poor evaluations
® Inconsistent documentation
® Vague, unhelpful language

® Bias or emotion-driven comments. Words like lazy, has
an attitude, or isn'’t liked by others create a liability

® Ignoring widespread issues or praising underperformers
to avoid confrontation creates a false record and hurts

overall fairness.
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Effects on Performance from
Ineffective Evaluations

* Effects on performance

* When employees don’t understand what is expected of
them, performance suffers

* Feedback that lacks structure leads to serious
performance issues, including

* Repetition of poor behaviors
* Low accountability

® Increased errors and risks to safety or citizen service.
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Effects on Morale From Ineffective
Performance Evaluations

¢ Effects on Morale

® High performers become disengaged when they receive
the same meets expectations rating as underperforming
coworkers

* Employees begin to question leadership motives, leading
to

* Resentment
* Rumors of favoritism
® Complaints to HR or external oversight boards.

Effects on Supervisor Credibility From
Ineffective Performance Evaluations

* Damage to supervisor credibility

* When supervisors fail to uphold the standards, employees
begin to lose trust in their leadership. This can happen
when:

* Weak performers aren’t held accountable and face no
consequences

* No one can earn a top rating because the criteria for
high performance are never explained or are used
inconsistently

® There is a lack of feedback, which signals that the
supervisor isn’t invested in their growth or success.
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Liability of Ineffective Performance Evaluation

* Damage to supervisor’s credibility
* When a supervisor has a history of generic performance
evaluations, it becomes difficult to justify serious personnel

actions

* During grievances, arbitration, or legal proceedings

® Evaluations that lack clear documentation of
performance can be used to challenge the fairness or
legitimacy of the discipline

* Arbitrators or oversight boards may side with the
employee if there is no documented pattern of feedback

or progressive discipline.

Liability of Ineffective Performance Evaluation

® Legal and compliance risks
* Performance evaluations may become official records that
are reviewed in high-stakes settings, including
* EEOC complaints - Inconsistencies or vague
documentation can undermine the agency’s defense
* Disciplinary hearings - A lack of documentation may be
viewed as a failure to manage properly.
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Liability of Ineffective Performance Evaluation

® Legal and Compliance Risks

* In lawsuits involving negligent supervision or misconduct,
evaluations are reviewed to determine whether supervisors
ignored warning signs or failed to act on known issues

¢ Evaluations that ignore prior warnings, complaints, or
performance patterns or show no concerns, despite a history

of complaints, counseling, or known issues, may be viewed

as:
*Dishonest - suggesting the supervisor concealed

problems or failed to document them truthfully
*Negligent - indicating a lack of follow-through,
oversight, or awareness.
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Performance Evaluations and Documentation

* Performance management is more than just annual evaluations;
it is an ongoing process of setting clear expectations, monitoring
progress, providing feedback, and supporting employee growth

* Effective performance management is developmental, focusing
on coaching, mentoring, and helping employees succeed

* Good performance management creates a two-way
communication process, where employees feel informed and
supported.
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Performance Improvement Plan

® A structured and formal process to address
persistent performance issues

¢ Afinal opportunity to guide employees toward
improvement with clear expectations, measurable
goals, and documented support

® Ensures transparency and fairness for the employee,
while protecting the supervisor and agency.
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Performance Improvement Plan

®* When to Use a PIP
¢ After informal coaching or counseling has failed

® For ongoing, documented issues that are specific,
observable, and supported by documentation

* When improvement is realistically achievable with

support and effort.
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Performance Improvement Plan

® Key Components of a PIP
¢ Clearly stated performance deficiencies
*® Specific, measurable objectives for improvement
* A defined, realistic timeline with progress reviews
® Support and resources offered
* Potential consequences if improvement is not achieved.
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Performance Improvement Plan

A PIP is a second chance,
an opportunity to reset and
demonstrate improvement,
rather than a step toward
termination. Tone,
consistency, and fairness
are critical to ensure the
employee sees the process
as supportive.
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Delivering a PIP

* Keep accurate records of all relevant performance-
related interactions. Supervisors should document key

details such as:
® The specific performance or behavior issue
® The date(s) the issue occurred
® Any coaching or counseling conversations held
® The employee’s response or explanation

* Any improvement plans or expectations that were
discussed. This includes both informal coaching and

formal counseling.

12
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Delivering a PIP

* Provide the written plan and walk through each
component together

* Do not rush the meeting; allow time for the employee to
process and ask questions

* Show empathy

® Convey that your intent is to help the employee succeed

® Avoid a punitive tone, frame the meeting as a supportive
and professional collaboration

* Express confidence in their ability to meet expectations.

1
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Delivering a PIP

*® Be transparent
*® Clearly define the specific issue, its impact on the team or
agency, and the needed change
* Provide tangible, observable examples
* Example: On three separate occasions in the past month,
radio transmissions were not acknowledged, causing
delays in field response.
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Delivering a PIP

¢ Set Clear Expectations
*® Tie performance goals to the job description, policies,
and measurable standards
* Define what success looks like, how it will be measured,
and when it is expected
® Provide necessary resources (e.g., peer mentoring,
retraining, check-in meetings).
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Delivering a PIP

® Invite Feedback
* Allow the employee to voice concerns, ask clarifying
questions, or share barriers
¢ Listen actively and adjust when reasonable, without
compromising standards
* Example: What resources or changes do you feel would
help you meet these goals?
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Delivering a PIP

Require Acknowledgment

The employee must sign the
PIP, confirming they received [ ﬁ

’ gn nere
and understood it Sg

Clarify this is not their
agreement, but an
acknowledgment of receipt.
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Delivering a PIP

® Monitor Progress
¢ Use objective criteria to determine their progress

¢ Schedule formal check-ins (e.g., weekly or
biweekly) to evaluate and support progress

¢ Adjust the approach if needed but remain
consistent in your expectations

* Hold them accountable for the results.
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Delivering a PIP

® Possible Outcomes
® If they are successful, celebrate improvement,
remove the PIP, and maintain coaching support
® If they are unsuccessful or if there is no
improvement, initiating reassignment or
disciplinary processes.

149

Managing
Administrative
Operations

Presented by the Texas

- FBLII:E CHEEFS Police Chiefs
ASSOCIATION Association

150

50



4/22/2026

costomer s
_=complex
m""‘t:sdafg
idenfiCication

process =

A mpact
4 perormance l

b anagement ¥

£ X
£

evalugtion r
data

perkormance

prpct

151

Time Management Strategies

* Good time management produces measurable benefits such as:

*® Improved productivity — Tasks are prioritized and completed
efficiently, leaving time for leadership and strategic work

* Prevention of burnout — Balanced schedules and proactive
planning reduce the strain of constant last-minute work

¢ Setting a positive example — A leader who plans well, stays
organized, and avoids unnecessary crises teaches the team
to do the same.
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Urgent and Important Not Urgent but Important
» Deadlines * Planning
 Crisis * Self development
» Last minute * Problem prevention
Manage Focus
Urgent Not Important Not Urgent Not Important
« Some calls and emails . Socia_l I_Vledia
» Some meetings * Gossiping
« OPP’s * Goofing off
Avoid Limit
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Time Blocking

® Assign fixed blocks of time for important but not
urgent tasks (Quadrant 2), such as completing
reports, preparing for meetings, or coaching
employees

® This prevents high-value activities from being
constantly pushed aside by urgent interruptions

* Example, schedule one uninterrupted hour each

morning for report writing or completing evaluations,

video review, etc.
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Time Management

® Research in cognitive psychology and workplace productivity
shows that after an interruption, it takes the average person
between 20 and 25 minutes to fully refocus on the original task

® This is because your brain must switch contexts, moving
attention from the original task to the interruption. After the
interruption, you must reload the details into your working
memory to get started again

® Even short interruptions (as little as 30 seconds) can cause a

residual attention effect, where part of your mind lingers on the

interruption rather than the main task.
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Time Management Strategies

¢ Communicate your availability:
® Let your team and peers know when you are available for
questions and when you need uninterrupted work time
® Post a visible schedule or set “open office” hours to
handle non-urgent issues in batches
® Use calendar blocks, status indicators, or brief reminders
* Make exceptions for true emergencies but train your
team to recognize what qualifies as urgent versus what
can wait.
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Time Management Strategies

* Avoid Overcommitment
* The consequences of overcommitment:
® Missed deadlines — When too many tasks compete for
your attention, something will slip through the cracks
* Lower-quality work — Rushing to meet multiple
commitments often results in mistakes, incomplete work,
or subpar outcomes

® Burnout — Constantly operating at maximum capacity
drains energy and motivation, which can harm both

performance and morale.
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Time Management Strategies

® To prevent overcommitment:
® Evaluate the situation before accepting
* Delegate when possible. Share tasks with team members
who have the skills, authority, and capability to handle the
task
*® Politely decline non-essential tasks in a respectful,
professional manner
* Negotiate priorities. If leadership assigns a new high-priority
task, ask which existing items can be delayed or reassigned

58

to make room.
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Time Management Strategies
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Delegation

* Effective delegation involves:
® Selecting the right person for the job based on skills,
experience, and developmental needs
* Communicating expectations clearly so the team member
knows the desired result, deadlines, and standards
*® Providing the necessary authority and resources to
complete the task successfully

* Following up appropriately without micromanaging,
ensuring accountability for the outcome while allowing

autonomy in execution.
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Benefits of Delegation

* Allows Supervisors to focus on big-picture priorities

*® Builds skills, confidence, and decision-making abilities and
prepares employees for future leadership roles

* Distributes responsibilities, ensures faster completion of work,
and allows tasks to be handled by the person best equipped to
do them

* Encourages a collaborative team culture where everyone

contributes to shared goals.
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Risks of Poor Delegation

* Micromanagement - Supervisors who delegate but
constantly monitor and override decisions send the
message that they don’t trust their team

® Supervisor Overload - The it’s easier to do it myself attitude
leaves the supervisor bogged down in tasks others could
handle

* Low Morale and Disengagement - Lack of opportunities to
take ownership of projects can lead to reduced motivation

and higher turnover risk.
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Delegation

Delegation is the transfer
of responsibility for a task
to another person while
retaining accountability
for results. Supervisors
don’t just hand off work;
they must assign,
support, monitor, and
follow up.
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What Can You Delegate

® Tasks that don’t require a supervisor’s signature, formal decision-
making power, or the authority to commit resources beyond
what'’s already authorized
* Examples:
* Preparing draft reports or presentations for your review
® Conducting initial research or fact-gathering for a project
¢ Coordinating schedules, logistics, or supply orders already
within approved budgets

* These types of tasks keep operations moving and free you to
focus on higher-priority leadership responsibilities. They also
help team members build competence and confidence in their

roles.
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What Can You Delegate

® Tasks that provide growth opportunities and stretch an
employee’s skills, while still being achievable

* Examples:

® Letting a senior employee lead a small project or training
session

*® Involving a newer employee in cross-department collaboration
to develop communication skills

® Giving someone a chance to manage a task they've
expressed interest in learning

® Strategic delegation develops future leaders, improves morale,
and builds a deeper bench of capable staff.
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What Can You Not Delegate

® Tasks that involve confidential decisions (discipline,
hiring/firing)

* Examples:
* Deciding on disciplinary penalties or termination
¢ Determining eligibility for promotion
* Addressing sensitive employee complaints or grievances

*® These tasks require the supervisor's authority,
confidentiality, and judgment to protect both the agency and
the individuals involved.
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What Can You Not Delegate

® Tasks that involve strategic decision-making, balancing
competing priorities, or interpreting policies in ways that set
precedent

* Examples:
* Approving budget allocations or reallocating resources
* Making operational decisions during a critical incident
¢ Setting performance standards or agency priorities

* These responsibilities are directly tied to your role as a leader,
and delegating them could create inconsistency, risk, or legal
exposure.
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How To Delegate

¢ Select the Right Team Member

® Consider the employees’ current workload. Delegation should
empower an employee, not overload them

® Consider developmental opportunities. Sometimes, the right
person is not necessarily the most skilled, but rather the one
who will benefit the most from learning the task under
guidance

® Keep in mind the long-term benefits of delegation. Used
correctly, it can prepare employees for leadership roles,
cross-train them, and enhance bench strength.
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How To Delegate

® Provide clear instructions about outcomes, deadlines, and
quality standards (expectations)

* Define what needs to be done, by when, and to what
standard

* Avoid vague instructions like handle it or ASAP, which
create confusion and can lead to mistakes

® Ask the team member to repeat back their
understanding of your expectations. This technique
identifies misunderstandings before they lead to
delays or errors.
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How To Delegate

¢ Use the 5 Levels of Authority to determine
independence
® Level 1 - Follow directions exactly. The employee
executes the task as instructed without deviation
(e.g., processing a standard form)
® Level 2 - Research and report back. The employee
gathers information and presents findings for you to
review and make a decision (e.g., gathering quotes
from vendors)

171

57



How To Delegate

® Use the 5 Levels of Authority to determine

independence
® Level 3 - Research and recommend a solution. The
es options, suggests the best choice,

employee anal
but you make the final decision (e.g., recommending a
new software vendor)

® Level 4 - Decide and report back. The employee makes
the decision, then informs you afterward (e.g., selecting a
training provider within budget)

® Level 5 - Act independently. The employee is trusted to

handle the task completely without further involvement
from you (e.g., managing a recurring project from start to

finish).
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How To Delegate

® Establish set times to review progress. This could be daily for
short-term projects or weekly for ongoing tasks. Check-ins help
catch small issues before they become major problems

® Coaching means offering guidance, resources, and
encouragement while allowing the employee room to make

decisions.
* Keep the focus on support and problem-solving, not

interrogation.
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How To Delegate

® Recognize and acknowledge accomplishments publicly
and consistently when appropriate.

® When errors occur, focus on improvement rather than
blame. Address mistakes constructively, aiming to
understand the cause and prevent them from recurring

® Treat errors as case studies for developing stronger

processes, skills, or communication.
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Delegation Challenges

Common Delegation Challenges

® The supervisor's reluctance to let go, believing that
delegating tasks may lead to lower-quality work or
take longer than doing it themselves

® As a supervisor, recognize that leadership is not
about doing everything personally; it's about guiding,
empowering, and developing others.

175

176
TASK FOCUSED
Which of these groups do | need
to -have a successful team?
A L y
S
E )
| E 2 S
T ) ‘ !
: - | E
E
All of them!!!!
PEOPLE FOCUSED
177

59



Know Your Audience

* Use Emotional Intelligence
® Understand emotional dynamics in the room
® Pause and assess: Is this the right time to give feedback?
Is this officer receptive right now?
* Example: After a stressful call, choose to debrief gently
rather than correct in front of others.
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Know Your Audience

® Ensure Understanding
* Ask clarifying questions such as, What’s your
understanding of this directive?
® Use plain language to explain tasks, especially with
newer officers or civilian staff, not police jargon
® For example, don't just say / need that by the end of the
shift. Instead, say, | need your supplement completed,
uploaded, and logged into the case file by 1900 hours.
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Transparency Builds Credibility

* Align efforts and goals, measure what you expect
® Share the why behind new policies or operational changes
® Inspire Trust
* Be honest when you don’t have all the answers
® Follow up when you say you will
* Admit when you make a mistake, it encourages
openness
¢ Stay focused on the Big Picture.
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Be Assertive, Not Aggressive

® Assertive communication means being clear and
direct, while still being respectful and professional
® This is the most effective style for supervisors

® Unlike passive (indirect) or aggressive (hostile)
styles, assertive communication maintains both

authority and approachability.
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Be Assertive, Not Aggressive

¢ Use clear, concise, professional language
*® Eliminate vague language like maybe, sort of, or if you
could.
® Use | statements, not You statements, to take ownership
and prevent defensiveness
* Don't say, You always get this wrong. Say, | need this
report completed correctly before it's turned in.
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Be Assertive, Not Aggressive

® Emphasize accuracy
® Avoid exaggerations or generalizations
® Speak to what you know, not what you assume

® Encourage two-way communication

® Be patient and open-minded
® Team members may ask questions or express needs
that are valid and necessary.
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One classic study by Albert Merhabian and M. Weiner
concludes that 93% of all communication is nonverbal.
In their analysis, a message is comprised of the
following:
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Non-Verbal Cues

* Open body language signals confidence and respect
*Uncrossed arms
*Relaxed posture
*Leaning slightly forward when listening
*Maintaining comfortable eye contact
*Nodding or small gestures that show attentiveness.
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Non-Verbal Cues

*® Avoid
¢ Eye-rolling
® Looking away while someone speaks
® Turning your body away from the speaker
¢ Eliminate distractions

® Being present and focused shows respect and
improves communication quality.
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Best Practices

¢ Silence phones, radios, or other devices during important
conversations

* Don’t check your watch or laptop

* Avoid side conversations or multitasking

* Practice active listening. It is one of the most underrated

tools of effective supervisors

® It prevents conflict, improves problem-solving, and shows

that you value your team.
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Best Practices

® Avoid Interrupting
* Let the speaker finish before forming your response
¢ Use pauses to reflect rather than jumping in
* Use Reflective Listening
¢ Paraphrase back key points: So what | hear you saying
is...
® Confirm understanding before res

* Respond to what they actually said,
they meant.

Reflective listening
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Best Practices

® Prevent reactive responses

® Listen to understand

¢ Suspend judgment of what they are saying

® Don’t plan your response while the other person is
still talking

® Hear the full story

® Avoid cutting someone off or filling in the gap

® Let each person speak before making a conclusion.
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Best Practices

True De-escalation is a Mindset

¢ Stay neutral and
[ >
g Chip Huth

professional
® Even if you feel
attacked, avoid
defensiveness
*® Use facts, empathy, and

professionalism to
maintain control of the

conversation.
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Clearly Communicate Your Expectations

® Performance problem, or
® Expectation problem

® | didn’t understand what
you were expecting!
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Four Parts to Clear Expectations

®* What needs to be done
®* How it needs to be done

* When it needs to be done
* What happens if it's not done correctly
* If you leave one of those out, you've created

ambiguity
*® People will generally do what they are expected to

do.
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Delivering Corrective Feedback

* What happens when you avoid uncomfortable conversations:

® The behavior continues
® The mistake repeats

® The frustration builds
¢ Eventually, it turns into discipline
* Now the employee says, nobody told me this was a problem.

And they’re not wrong.
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® Don’t say you need to do
better on reports
® Say these last three
reports were submitted
late. Going forward, |
need them submitted by
the end of your shift. If
that becomes an issue,
we’ll need to address it

formally.
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Managing Long Tenured Staff

¢ Common Patterns
® This how we have always done it
¢ Informal workarounds
® Resistance to Change

¢ Independent decision making.
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Supervisor’s Role

Your job is not to take
away their experience.
Your job is to make sure
their experience is
aligned with:

® Current policy
® Current expectations

® Current risk
environment.
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How to Approach It

* Respect the experience, but verify the process
® Focus on process not personality

® Be clear about expectations

* Don’'t avoid the conversation.

198



Handling Pushback

® That’s not how we usually handle it, you say,
then we need to align how we handle it with
current expectations

®* We've always done it this way, you say, |
understand, but we’re going to follow policy
moving forward

*® Longevity may explain behavior...but it does not

excuse it.

4/22/2026

199
The Four Phases of Competency
Unconscious Incompetent | Unconscious Competent
* We lack the knowledge and [+ Itis now a habit and
the skill. performed without thought. 200
Conscious Incompetent Conscious Competent
* We have the knowledge, but [+ We have some knowledge
we lack the skill. but the task requires
thought.
200

Common Supervisor Mistakes in Difficult
Conversations

* Avoiding the conversation
* I'll deal with it later, or / don’t want to create tension
® Being too vague
* We need to tighten this up, or Let’s do better moving
forward
® That’s not direction, that’s suggestion
* Making it personal instead of procedural

* Instead of You're doing this wrong, shift to This process
needs to align with policy.
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How to Structure the Conversation

*® Step 1: State the issue clearly
¢ Start with facts. / reviewed the last three records
releases, and the redactions were inconsistent with
policy
¢ Step 2: Connect to policy or expectation
® Connect it to something objective: Our policy requires
that these sections be redacted in every release

* Step 3: Explain the impact
® Tie it to risk: If we release this incorrectly, it creates
liability for the department and for you
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How to Structure the Conversation

¢ Step 4: Set clear expectations
* Be specific: Going forward, | expect all releases to be
reviewed against policy before they go out
*® Step 5: Close professionally
* End with support, not confrontation: /f you have questions
or need clarification, let’s go through it together
* You are not correcting the person — You are correcting the
process so it feels less personal, it's easier to defend, and
it's easier to repeat consistently.
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The Takeaway

¢ Difficult conversations don’t damage morale

® Unclear expectations, inconsistent enforcement, and
delayed conversations damage morale

® Handle these conversations, early, clearly, and
professionally, to build credibility, not lose it.

¢ Otherwise, they ask, Why didn't you tell me sooner?, and

that’s a hard question to answer.
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Managing Across Sworn / Civilian Roles

* Rank doesn'’t translate the same way, it is not part of civilian

culture
* With sworn personnel, rank carries built-in authority

¢ That's part of the professional culture
* With civilian staff, that same dynamic doesn’t always exist

¢ That is not part of their professional culture.
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Managing Across Sworn / Civilian Roles

¢ Different professional perspectives
* Sworn personnel tend to focus on urgency, action, getting

things done quickly
¢ Civilian staff tend to focus on process, accuracy, compliance

* Neither is wrong, but they are different which creates friction if

not managed properly.
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What Works Instead of Rank

* Clear expectations create consistency
® Say, All requests should be processed within this
timeframe, and if there’s a delay, tell me, not, Handle
requests quickly

® Professional Tone
® Tone matters in civilian supervision. Direction should
sound like professional guidance, not command presence.

Respect drives cooperation in this environment
® Say, | need this prioritized, what's the fastest way we can
get it done within policy?, Not | need that now.
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What Works Instead of Rank

*® Consistency
*® Inconsistency creates division faster than anything else.

* If sworn personnel are allowed to bypass process, even
occasionally, civilian staff notice and when that happens,
the message becomes, Policy is optional depending on
who you are.
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Rank vs. Respect

® Rank may get compliance initially, but respect sustains
compliance over time

* If people don’t respect the way you supervise, they'll follow the
rule, but not the intent

* When there’s no respect for the supervisor, people do just
enough to stay out of trouble

* Respect changes behavior from:

® Compliance — Commitment

® Minimum effort — Professional ownership.
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Rank vs. Respect

® Correct behavior early
® |If someone bypasses process, address it early

* If someone slows things unnecessarily, address that
early too

® Consistency is what keeps both sides aligned.
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Common Supervisor Mistakes

¢ Taking sides instead of managing both sworn and civilian
* When supervisors consistently side with one group, they
lose credibility with the other
¢ Allowing informal exceptions
* One exception becomes two, and eventually becomes
practice
*® Failing to communicate expectations
® If expectations aren’t clear, each group creates their own
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The Takeaway

® Managing across sworn and civilian roles isn’t about
authority, it's about alignment
¢ Alignment of:
* Expectations
® Process
¢ Communication
* Respect earns compliance, not just position.
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Supervisory Documentation

® Memory fails; documentation doesn’t
* Documentation turns lost memory into
® Here’s what was discussed
® Here’s when it was discussed
® Here’s what was expected.
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Patterns vs One Event

* Most performance issues are not based on one event.
They're based on patterns:
® Repeated tardiness
® Ongoing documentation errors
® Consistent failure to follow process
® If you don’t document it early, you can’t show the
pattern later

214

What Needs To Be Documented

* Document direction that establishes expectations

® If you're telling someone:
* How something needs to be done
* When it needs to be done

* What standard applies
® That’s direction, and direction that matters should be

documented.
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Where Supervisors Fail

* Not documenting early and then reconstructing what happened

¢ Being too vague
®* What was discussed, What was expected, What needs to

change
* Avoiding documentation to ‘help’ the employee resulting in
® The issue continuing
® The documentation being missing
® And the eventual outcome is worse
* Documentation is not punishment, documentation is
communication that lasts.
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Practical Rule

* If it matters today, it will
matter later

® And if it will matter later
then document it.

® If you think it, ink it.
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Administrative O\;e(sigﬁt—'

Administrative
Oversight of Records

® Your job in records is not to
do the work

® Your job is to make sure the
work is done correctly,
consistently, and defensibly

® You're responsible for the
process, not just the people.
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Administrative Oversight of Records

® Spot-Checking Releases

® Pull a report at random and ask
® Was this redacted properly
*® Should anything else have been withheld
® Was the release documented correctly

* If you don’t review the output, you don’t
control the outcome.
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Administrative Oversight of Records

® Ask how redactions are being applied

® How are you deciding what to redact

® What guidelines are you using

® Who reviews your redactions before release
* If they can’t explain the process, the process isn’t
solid.
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Administrative Oversight of Records

® Ensure retention schedules are followed

® Records should be
® Kept when required
® Destroyed when appropriate
® And preserved when necessary
® Example Questions to Ask Staff
® How do we know when something can be destroyed
® Who approves destruction
® What happens if there’s a litigation hold.
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Administrative Oversight of Records

*® You don’t need to become the records expert. You don’t
need to sit down and do redactions. But you do need to

understand:
* What the process is
* Where the decision points are
* Where the risk exists
* And then verify that those steps are being followed.
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Where Records Supervision Breaks Down
Most Often

Over-reliance on experienced staff
* They've been doing this for years — they know what they’re doing
¢ Lack of review
* No spot checks
* No audit habits
* Informal practices
* We've always done it this way
® That's how we handle those requests
No documentation of approvals, decisions are made but not recorded.
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Challenge

® If you walked into your records unit tomorrow and asked
® Show me your process for redactions
® Show me how you track requests
® Show me how you document approvals
* Would you get a clear, consistent answer, or would you get,

“It depends”
® Because “It depends” is usually where risk lives.
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Dispatch & Communications Oversight

¢ Dispatch doesn’t just send officers to calls; they create
timelines of events to be used in:

¢ Criminal cases
¢ Civil litigation
® Internal Affairs investigations

*® So, when dispatch documentation is wrong, everything built
on it is wrong.
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Dispatch and Communications Oversight

® Supervisors don't always think of fatigue as an
administrative issue

* Fatigued dispatchers:
® Miss information
* Delay responses
* Make documentation errors

® Those errors don’t show up immediately, they show up later
when someone reviews the call.
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Scheduling

®Most Common in Texas
®8 Hour Shifts

®10 Hour Shifts

®12 Hour Shifts.
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Rules

*Must pay for lunch breaks if they must
work

®Can’t combine two weeks to make 80
hours for civilian employees

*Must pay OT over 40 in a week.

4/22/2026

229
Philadelphia Police Research
*Study regarding rotating shift
*Shift later, not earlier
*Hold new shift at least three weeks.
230

National Police Foundation

*® 10 hour shifts get more sleep

*® 10 hour shifts cost less overtime if used
properly

® 12 hour shift fatigue factor creates danger for

employee and public.
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Call Documentation Standards

¢ Dispatch documentation is often the first written record of an
incident. If it's incomplete or inaccurate, that becomes a

problem later:
® In court
® In complaints

* In investigations
* How confident are you that your dispatch documentation
would hold up if reviewed line-by-line in court?
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Quality Assurance (QA) Review

¢ Supervisory oversight means you’re not assuming
everything is correct, you're verifying it

¢ That means periodically reviewing:
® Calls for service
*® Dispatch logs
® Time stamps

* Notes
* Because patterns show up before major problems do.
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Critical Incident Review

¢ During critical incidents, dispatch documentation becomes
part of the official timeline. And timelines are what
investigators rely on later. So supervisory review ensures:
® Accuracy
* Completeness
¢ Consistency.
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Where Supervisors Fail

* Dispatch oversight breaks down when
® Supervisors don’t review calls
® Scheduling issues are ignored
* Documentation errors aren’t corrected

* QA processes don't exist.
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Internal Affairs and Administrative Investigations

* Complaint intake is where everything starts. Delays here create:
® Credibility issues
* Missed information
® Increased liability

* Does everyone know what the process is

* Do you have a policy and forms?
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Administrative Review vs. |A

*® Not every issue is Internal Affairs
® Supervisors need to recognize when something moves
from:

® performance issue

® to policy violation

® to potential misconduct

® Are your supervisors trained in how to conduct an
investigation.
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Executive Assistants & Administrative
Support

* Executive assistants don’t usually have formal authority. But
they often have informal authority

® Informal authority can become a problem when:
* It's not clearly defined
® It's not consistently managed

¢ Or it starts to replace actual decision-making.
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Areas of Influence

® Executive assistants often control what information gets to
leadership, and when.
® They may:
® Screen emails
* Route documents
* Decide what gets priority

* If information is filtered incorrectly, delayed, or handled
inconsistently, leadership decisions are affected

* Who controls the flow of information in your organization,
and how consistent is that process?
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Influence Over Scheduling

®* When an executive assistant manages scheduling,
they’re possibly influencing:
® Access
® Priority
* Perception

® If one division consistently gets faster access than
another, that creates internal tension, whether

intentional or not.
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Answering Questions on Behalf of Leadership

* Executive assistants may be asked What does the Chief
want on this or How should we handle this and over time
they may start answering those questions

® That's not necessarily wrong — but it becomes a problem
when

® They are interpreting instead of relaying
*® They are deciding instead of confirming
® Or others assume their answer is official direction.
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Define Supervisory Responsibility

® Your job is not to limit effectiveness
® Your job is to make sure:

¢ Authority is clearly defined

® Decisions are properly attributed
® Processes are consistent.
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Practical Oversight Strategies

* Roles should be clarified
* Make it clear
* What the executive assistant can decide
* What they can relay
* What must go back to leadership

® For example, if it involves policy, personnel, or liability —
it goes to the boss.
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Ethical Drift

® Ethical problems don’t usually start big

® They start small:
® One shortcut
* One exception
*® One just this once decision.

4/22/2026

244

Ethical Drift

® Here’s how ethical drift
actually happens

® One shortcut — becomes
routine

® One exception —
becomes expected

® One just this once —
becomes standard

practice
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What Stops Ethical Drift

¢ Consistency prevents exceptions from becoming routine
® Clear expectations eliminate We thought it was okay
® Addressing small issues early prevents them becoming
bigger issues
* Documenting actions and conversations reinforces
* What's expected
* What was done
* And what needs to change.
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Morale and Positive Leadership

® What builds morale
® Clarity

® Consistency

® Accountability

* Respect.
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Morale Drops When

¢ Supervisors avoid difficult conversations
® Expectations are unclear

*® Rules are applied differently

® Problems are ignored

* And none of that happens overnight, morale doesn’t
collapse, it erodes.
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You Own the Morale

® Morale is not created at the top of the organization
® It's created at the supervisory level

*® Be clear about expectations

® Address issues early

® Follow through on what you say

* Apply rules consistently

® Treat people professionally.
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What Damages Morale

® Inconsistency / favoritism

® Supervisors not addressing problems

® Poor communication

¢ Disrespect between staff (especially sworn vs civilian)
¢ Changing expectations / moving targets

® Lack of follow-through
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What Builds Morale

® Treat people fairly / be consistent
¢ Communicate clearly

* Recognize good work

¢ Address problems early

® Be approachable

® Support your people.
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DREAM IT. BELIEVE IT. BUILD IT.
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